Companies today operate in an increasingly turbulent environment, with multiple (and sometimes competing) demands.
Introduction
Globalization, sustainability, ethical competences, quality, information and communication technology (ICT) applications, labor force diversity and business excellence in general are central concerns for most companies. As these issues combine to interact, the turbulence of the external environment increases, and strategy-making becomes even more important, not only to help companies stay afloat, but to contribute to their successful operations. Within this strategy-making, sustainability is an increasingly important requirement, with the implication that for most companies, the social and eco-friendly nature of their activities will soon become one of the most important factors of their competitiveness (Kolk, 2000; Garvare & Johansson, 2010) .
Given this background, this paper builds on previous works of (Bieker, 2003; Fulop & Hernadi, 2012) , and aims to contribute to the successful formation and implementation of corporate strategies for sustainability and business excellence, through the development and practical application of an extended Balanced Scorecard (BSC), which includes both social and environmental perspectives. It should be highlighted, however, that our proposal goes beyond mere additions of the environmental and social perspectives, to recognize their interaction with the traditional BSC perspectives, and include sustainability related goals within them. In this sense, we outline the structure for a Sustainability Balanced Scorecard (SBSC) and the steps required for its development and practical application, contributing to closing the gap between principle and action at the business level. Through the application of our SBSC in a chemical company, our interest lies in the creation of a framework which can help companies to define those all-important sustainability goals and develop a sustainability strategy.
In the remainder of the present paper, the theoretical grounding of the proposed framework is developed. Its adoption and implementation in one of the largest chemical companies in Hungary is then described, and relevant details on the procedural steps followed and the managerial implications of the sustainability system reported. Kardos (2012 Kardos ( , p. 1167 defends that "the concept of sustainable development […] has had a significant and lasting impact on the development agenda in the last decades, from global to local". For companies, this has meant having a strategy, which meets the expectations of both the company"s present and future stakeholders, without making any crucial compromises in terms of skills and capabilities Liming et al., 2008; Kardos, 2012) .
Sustainability-Oriented Options
In previous studies by (Dyllick, 1999; , competitive environmental strategies have been classified on the basis of the company"s strategic orientation and its strategic behavior. In what refers to sustainability issues, there are not only market forces at play, but societal ones as well. Strategic orientation therefore refers to managers" perceptions of the relative importance of these two elements: the society/the public or the market. Strategic behavior, in turn, refers to the adopted level of defensiveness or offensiveness in the company"s approach to sustainability issues: whether they are proactive or reactive with regard to such concerns. When these two factors are combined, different types of sustainability strategies can be formulated, as illustrated in A "credible" strategy is essentially reactive and oriented towards society. It aims towards the enhancement and fostering of credibility and reputation, recognizing that these can be valuable non-tangible assets (Bieker, 2003) . An "efficient" sustainability strategy is similarly reactive, but more focused on the market. It is a strategy best suited to the industrial sector, and the aim is to enhance productivity as well as ecological and social efficiency. A sustainability strategy proactively focusing on the market is termed "innovative", and aims to reap the potential for market differentiation on the basis of sustainability, i.e. products" or services" environmentally and socially friendly attributes. Finally, "transformative" strategies are proactive and turned towards the public. They aim to "create or participate in structural changes in the institutional framework of markets and politics" (Bieker, 2003, p. 26) and, as such, entail greater changes, namely at the institutional level.
Underlying these sustainability strategies are both internal and external factors (Ghobadian et al., 1998; Fink et al., 2005) . The next section discusses how these variables can be linked and used for the implementation of sustainability strategies and business excellence.
Implementation of Sustainability Strategies: Moving Beyond Simple BSC Extensions
A management tool increasingly used for performance management, and for strategic management more broadly, is the BSC (Kaplan & Norton, 1992; 1996) . Atkinson (2006 Atkinson ( , p. 1441 notes that the BSC "can address the key problems associated with strategy implementation including communication, the role of middle managers and integration with existing control systems". As such, there has been a massive surge in the popularity of this instrument since its introduction in the early 1990s in both management theory and practice (cf. Fernandes et al., 2006; Chang et al., 2008; Agostino & Arnaboldi, 2012; Ferreira, 2013) . This paper proposes an extension of the BSC, which can help companies to define their sustainability goals, and develop and monitor their sustainability strategy accordingly.
It should be noted that the idea of using the BSC for environmental management purposes is not new (cf. Kaplan & Norton, 2001 , 2004 Bieker, 2003 Epstein & Wisner, 2001; Bieker & Waxenberger, 2002; Dias-Sardinha et al., 2002 and Butler et al., 2011) .
A common approach to extending of the BSC has been to add the social and environmental perspectives to it (e.g. Jones, 2011) . The need for both these elements is emphasized by the Kyoto Convention, as well as various other environmental laws and regulations (cf. Figge et al., 2002; Liming et al., 2008; Ghazinoory & Soofi, 2012; Simon et al., 2013) . However, merely adding two more perspectives to the BSC fails to consider their specific components, as well as, crucially, their impact on the traditional perspectives. Such an approach can arguably undermine social and environmental reliability. First, listing of social and environmental factors into individual perspectives rather than seeing them as criteria for all corporate activities and decisions is more dividing than integrating. So while both the social and the environmental perspective are added, counter-intuitively, they end up detached from one another in practice. Second, these simple addition approaches focus on the social and environmental consequences of company"s actions; they take into account ecological footprint but do not allow the capabilities and forces driving it to be identified. As a result, they show end results, but do not explain why they emerge, nor how they can be improved. Finally, cause-andeffect relationships that should be included in the BSC and its strategy maps cannot be delineated, which means that a true sustainability strategy cannot be outlined.
A more desirable aim would therefore be to demonstrate how company"s capabilities and knowledge can be applied to its activities to reduce social and environmental damage. For this, an extension of the BSC that goes beyond simple additions is required. Building on previous works of (Bieker, 2003; Fulop & Hernadi, 2012) , we develop a comprehensive SBSC, comprising different views for the integration of sustainability issues. Our proposal for this extension is presented in the next section.
Structure and Steps for a New Sustainability Framework
The SBSC proposed in this paper builds on the traditional BSC by providing a wider framework, in which both other stakeholders and the dimensions of sustainability are integrated with the traditional perspectives. This results in a (Sustainability) Balanced Scorecard containing different content and different structure, as illustrated in Figure 2 . Figure 2 . Sustainability strategies and structure of the SBSC (Fulop & Hernadi, 2012) This SBSC introduces the social and environmental perspectives, so that the goals pertaining to these perspectives can be clearly and directly delineated. The novelty, however, lies in that these social and environmental expectations are also integrated into the traditional perspectives during a goal formulation. The idea is that the objectives set in these traditional perspectives should be in accordance with the previously determined sustainability strategy. Figure 2 illustrates this by placing sustainability strategies at the centre of the framework. It becomes clear, then, that the task of designing and analysing a SBSC is a complex one. A step-by-step approach to this is presented in Figure 3 .
Customers
As illustrated in Figure 3 , the essence of the SBSClike that of the BSC -is to translate strategy into action (cf. Sminia, 2005; Wong et al., 2009) . However, in this case, the scorecard takes into consideration that "in order to be sustainable, a company must be innovative at several levels to minimize the environmentally negative impact that it generates" (Sarmento et al., 2007, p. 920) . Therefore, the process begins with the definition of strategic inputs, such as vision and mission, and also of environmental and social responsibility. The appropriate sustainability strategy can then be defined, and the company"s strategic goals as well as the connections between them derived there (for further discussion, see also Kraus & Lind, 2012; Ubius & Alas, 2012; Petrokaite & Stravinskiene, 2013 
Implementing of the Proposed Framework
This section describes an application of the principles of sustainable development in one of Hungary"s largest chemical companies. The Tiszai Vegyi Kombinat Public Limited Company (TVK) currently has 1097 employees and annual sales revenues of around 374584 million HUF. The company makes ethylene and propylene by processing naphtha and gasoline as raw materials, and in addition supplies raw materials to domestic and foreign plastic manufacturing companies throughout Europe.
The reasons for the choice of this company in particular are bound with: (1) its size and significance within the country context; (2) its existing concerns with social and environmental issues; (3) its familiarity with the traditional BSC; and, finally, (4) its accessibility and willingness to cooperate with the research project. Indeed, TVK is one of Hungary"s leading corporations and had been using the traditional BSC for over six years when initially contacted by the researchers regarding the development of the Sustainability Scorecard. Meetings were held with top management, and the actual process of developing and implementing of the SBSC was accompanied by the Head of the Department for Sustainable Development, which is responsible for the company"s health and safety, insurance and environmental issues.
Map of TVK's "credible" sustainability strategy and its SBSC
Although committed to sustainable development and business excellence, TVK"s initiatives in this regard have been mostly in reaction to stakeholder and contextual demands and requirements. The company is careful to clearly communicate its achievements in this field to all its stakeholders, external ones in particular. Special attention is paid to ecological concerns regarding the creation of a cleaner environment; and to health and safety issues within the workplace. The principles of sustainability, environment-oriented thinking and business excellence are deeply embedded in the company"s long-term strategy. TVK"s sustainability strategy was thus classified as "credible". From this starting point, the goals associated with the company"s credible strategy, its components, and the cause and effect relationships between them were determined and drawn out in the strategy map presented in Figure 4 , a necessary step for "the successful implementation of the Balanced Scorecard" (Othman, 2006, p. 690) . The map thus illustrates how the company"s intangible assets, such as employee satisfaction and commitment, or its sustainability-oriented culture, can lead to performance improvements in those internal processes that have the most significant influence on TVK"s value creation for shareholders, customers, social communities and natural environment. Figure 4 . TVK"s map of "credible" sustainability strategy (Fulop & Hernadi, 2012) The strategy map presented in Figure 4 also highlights the company"s internal processes and activities in what pertains to social and environmental issues. One of the most determining elements of internal processes is innovation and, in this case, the company tries to align these innovations with its broader sustainability concerns. For instance, in order to reduce its negative environmental impact, the company has been conducting a research into the production of biologically degradable plastics through the development of new additives. This innovation process has a positive effect on the quality and price of new products, and so allows it to satisfy better customer needs. Indeed, from the customer perspective, one of the key objectives of TVK was defined as being able to increase satisfaction by providing high-quality services and meeting customer demands in an efficient way.
Given the great importance currently attached to the protection of the natural environment, TVK has identified it as one of its main strategic priorities. It has introduced a number of measures to reduce environmental load, including reusing of waste, reducing of fresh water consumption in production processes, and reducing of the emission of pollutants.
SBSC of TVK's "credible" strategy and associated benefits
The SBSC for TVK"s "credible" strategy (see Table 1 ) was constructed bearing in mind that long-term success and social acceptance not only are reflected in economic indicators. It clarifies the company"s strategic goals, the operational goals that stem from them, the indices applied to monitor their fulfilment, as well as the management tools that can facilitate their implementation. This structure allows TVK to monitor its goal pursuit. Table 1 The SBSC of TVK's "credible" strategy (based on the company's annual reports) Source: Company"s Annual Reports (cf. Tiszai Vegyi Kombiaat Nyrt., 2008 -2012 Among the perceived benefits observed, it is worth noting that the SBSC: (1) facilitated a better understanding of the concept of sustainability, as well as of the efforts being made towards it throughout the company; (2) helped to highlight the areas in which sustainability actions were lacking; (3) helped to clarify how social and environmental issues were being integrated into the company"s decisionmaking processes and activities; and (4) provided a theoretical guideline for the Sustainable Development Department to plan its operational activities on the basis of long-term sustainability and business excellence objectives.
The expectation is that with time, as familiarity with the SBSC increases and it exerts an ever greater influence on the company culture, the values reported for the strategic indices will exhibit a corresponding improvement. The first glimmerings of this can already be seen in the data presented in Table 1 . However, the data presented refer to a period starting in 2008, during which, severely hit by the global financial crisis, the Hungarian economy went into severe recession, with a contraction of 6,8 % in 2009. Despite the signs of recovery, with 1,7 % growth in 2011, GDP growth was negative again in 2012. As such, the numerical values presented in Table 1 need to be understood within this context.
Conclusion
Selecting of appropriate sustainability strategy is an increasingly important step in the strategy-planning process; and equally important is then translating of that strategy into action. The present research contributes to closing of the gap between principle and action at the business level, by creating a framework to facilitate the formation and implementation of different sustainability strategies. This is done through the SBSC, which goes beyond mere additions of the environmental and social perspectives, to recognize their interaction with the traditional BSC perspectives, and include sustainability related goals within them. A company"s sustainability strategy is thus placed at the center of the SBSC, and its components and the steps required for its development clearly enumerated.
To illustrate how the formation and implementation of such a SBSC could be carried out in practice, its application in the chemical company was presented. This not only demonstrated the usefulness of the SBSC in pursuing sustainability strategies and business excellence, but constitutes an important addition to the literature, because practical applications of such tools are greatly lacking (cf. Volkery et al., 2006; Niinimaki & Hassi, 2011; Kardos, 2012) . It furthermore highlights the significance of corporate culture in the entire process of developing and implementing of the SBSC, since the introduction of such a system is likely to lead to fundamental changes in the way a company is managed.
These contributions not only add to the theory, but can also be of benefit to policy-makers and/or managers working in the field, and wanting to lead their companies to compliance with the requirements of sustainability. In this respect, it would be of interest to analyze further applications of the tool in different industries and/or companies, particularly those in which sustainability issues were previously not afforded great concern. Longitudinal studies examining the longer term impact of the application of the SBSC would also be of relevance. Finally, from a more theoretical perspective, a research into the critical relationship between culture, structure, leadership and sustainability alluded to above would also be of interest.
